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(l) It is certainly fcpde that the chaos in our collection activities (Government- 
wide) is a basic deficiency. It is equally true that we shall never get anywhere 
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(3) It does not seem to me that it is a correct statement to say that CIA. is 

** dependent *** for its collection on other agencies. The law charged CIA, with the 
coordination o£ intelligence activities relating to the national security - this 
Charge ‘ comprehends collection activities* If the collection activities of the 
Government that relate to the national security are not being conducted satis- 
factorily^ there is a good prima "facie case That* this 1 situation is the fault of 
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organizations of the Government are dependent upon CIA for the coordinati on of 
their collection activities* 

(U) As far as our ever getting 100$ satisfaction is concerned, such a perfect 
situation can never be anything more than our goal. But there is no reason 
why we should surrender simply because there is probably little chance of our 
ever getting 100$ satisfaction. If we trjr to improve the situation, perhaps 
we can get a 10$ improvement or even more. Any improvement at all would be all 
to the good. 

( 5 ) It is true that If and when the new basic NSC ID is approved, CIA will be in 
a better position to coordinate the collection activities of the Government. But 
we need not wait for the basic NSCID. In fact, with the international situation 
being what it is, we must not wait. We must actively call the attention of the 
agencies to the existing 'deficiencies. Whenever dealing In intelligence chan- 
nels fails to bring results, we must report deficiencies at the top, to the Sec- 
retaries or to the NSC. If our recommendations which accompany such reports are 
constructive and, when necessary, carry funding suggestions, I am positive that 
they will bring results. Why give up? In battle surrender brings disgrace* is 
this not true in other aspects of life? 

(6) In the meantime, there is absolutely no reason whatsoever to let the status 
quo continue within CIA. 

( 7 ) I thoroughly agree with your Remark (1) - see ( 5 ) above* this is where my 
Collection Policy Division comes in. In order to comply with your suggestion, 

CQAPS must, in the first place, be recognized as having an authorized interest 
in the collection activities of the Agency - in detail, not .lust on a "broad 
stroke of the brush" basis. We will only be rebuffed if we try to do something 
about collection without recognition. In the second place, we will require at° 
least a couple of individuals full-time on the collection job in order properly 
to investigate cases. Furthermore, these Individuals must be experienced* they 
must understand collection capabilities as well as the needs of the production 
elements of the Agency. 

(8) I agree with your Remark (2)* in other words somebody is required to formu- 
late collection policy for the Agency, to be issued by the Director. 

(9) In your Remark (3), again we see the need for policy. 

(10) I don't think the suggestion in your Remark (1|) will improve the status quo. 

Why should we advocate the Director's abdicating what is clearly his command res- 
ponsibility, when it has already bean well-proven that delegation will not work? 

I have never heard of any principle of organization to the effect that all command 
responsibilites must be delegated to the extent that the director renders his a- 
gency impotent. The correct principle is rather to the effect that command res- 
ponsibilites must be exercised by the responsible party except in those exception- 
al cases where delegation can in truth be made to work. As for requirements and 
priorities, there must be governing policy, issued by the Director, to guide the 
offices. Under your suggestion, we have the Director, abdicating in favor of a 
committee which is given the responsibility - we opposed: such an idea in the Webb 
Staff Study, why should we favor it here? ILLEGIB 
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(lit) In your Remark (k), you advocate In effect that CIA be organized as a sort 
of loose confederation of offices. While this may be all right for the ^holding 
company" type of department or agency in our Government, it does not appear right 
for CIA. CIA's offices must operate as a team toward the fulfilment of the mis- 
sion of the Agency, with the least possible lost motion and waste of time; for 
this reason the team captain must be prepared to make frequent decisions in order 
to expedite the work of the Agency looked upon as a whole. 

(12) remarks in (10) and (H) apply to your Remark (5). We should remember that 
CIA is, quite rightly, organized functionally . There are problems inherent in this 
type of organization which might not exist if the Agency could be organized region- 
ally or in any other way that would produce a neat row of offices all exactly alike* 
Under the letter type of organization the offices would be self-contained and, at 
any rate, would understand each otherfe methods and needs, etc, thoroughly. The Di- 
redtor could sit back in his easy chair and do nothing but survey the globe occa- 
sionally. But that is not the way CIA is organized, we have not given each office 
all the functions of the Agency across the board for a region. Instead, we have 
given each office distinct functions of the whole Agency. Thus, the offices are 
not self-contained, but each office requires the services of all the others in or- 
der to function. Furthermore, because each office has specialized functions, each 
must be manned by specialists or at least the personnel tend to become so, hence 
there is often a lack of understanding in one office of the problems of the others. 
Under such a set-up, it is self-evident that there must be strong central control. 
As for the staff, it exists to assist the Director, because after all, he is only 
one very human man who, although he must make decisions, is entitled to have mat- 
ters presented to him objectively in the interest of the Agency as a whole, so that 
he can make up his mind. without being forced to carry out intricate investigations 
and absorb thousands of details personally. If the Director were superhuman, he 
would require no staff. 

(13) As for the impact of the emergency on the question of whether or not to reor- 
ganize, my view is that we should not reorganize unless we know it to be necessary. 

I don't think the Management recommendations will accomplish much in the abssence 
of positive direction of the Agency. If, after we’ve made an effort positively to 
coordinate btu? collection activities, and through doing so we have obtained some 
people who really know what they are talking about - if then it appears to these 
peojhle that some reorganization is required, let them make' appropriate recommen- 
dations to the Director. Let's don't reorganize merely for the sake of reorgani- 
zing or to make a neater organization chart. 

(Ik) I shall give you my recommendations separately concerning Recommendation 1, 
but the fundamental step is given in my draft. 
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